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Foreword

This is AGILE, is everything else SENILE?
BiSL Next... ‘Next whate’ | hear you ask.

Well, it is the next generation of guidance for business managers and business
information managers; and unlike other good practice frameworks, it does not
simply plug in the 'AGILE’ word and hope that you don’t notfice that nothing has
changed.

It is the first good practice framework to reference the Marx brothers, Einstein, Monty
Python, Oscar Wilde and myriad other figures that you would not expect to see in a
book that is written for business service owners and business information managers.

Instead of being another well-meaning but ulfimately heavy duty and resource
intensive process framework, BiSL next is a considerafion of the business and
market forces that determine the need and value of business services that are in
the modern day, either entfirely digital or infrinsically and inextricably supported by
digital services.

Where you need process, it is identified as a capability which can be Agile, or (if
you must....) heavy duty, perhaps where your enterprise needs the security of, well,
security and you need to consider the value of more intensive processes.

Besides the operational information processes that most enterprises need to
streamline, the focus of BiSL in this book is the Governance and Strategic oversight
that the enterprise needs to ensure that existing IT dependent business services are
improved rapidly and effectively and that new services are brought to market more
efficiently.

Alongside BiSL Next, everything in the good practice market looks old fashioned;
there are no pages and pages of procedures that are either not appropriate to
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your enterprise or way too cumbersome. There are no ‘new’ process models that
are 0.00001% different to every other process model you ever saw. And no wheels
are reinvented; if you need advice covered by another good practice, for example
ITIL, or COBIT or TOGAF or even the UN, then you are told where to find it and how to
use it (and IT....).

This is guidance for the 215" century; use your head and use the guidance to help
your enterprise.

Maarten Hillenaar

Former CIO Dutch Government
Principal Consultant SIG

Smart City Lead The Hague
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Reading tips

The power of this book is the reflective nature. That's why, besides the usual
instructive text, you will find some other elements in this book. Quotes and cartoons
will appear throughout the book, supporting our message that business information
management is crucial for your business, and drawing attention to other important
fopics. Also anagrams are used, illustrating that joining up things in the wrong way
can have enfirely different results.

The first two chapters are of special interest to business managers who want to learn
more about the importance of business information management and how BiSL
can help in achieving business goals.

For a better understanding of the various terms, please take note of the list of Terms
and Definitions in Appendix A.

Alongside this book there are additional white papers that can be downloaded for
free from the website of ASL BiSL Foundation, www.aslbislfoundation.org. These give
infroductions to various fopics, like complementary frameworks, Business Change
Management, Knowledge Management et cetera. Here's a list of the white papers:
m White paper ‘Business Change Management’

White paper ‘Complementary Frameworks’

White paper ‘Basic Principles of Business Service Design’

White paper ‘Knowledge Management’

White paper ‘ToR for Structural bodies for managing information services
development’

White paper ‘Example risk management framework’

White paper ‘Estimation techniques’

White paper ‘Example contractual clauses’

White paper ‘From BiSL to BiSL Next’
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Preface

Headaches...

These are some of the questions
that you as a business information
manager may have in mind:

v

v
v

What is our enterprise strategy
with regard to IT2

Where is our operating model?
Who can advise about
Security?

Do I have sufficient information
about how IT services are
provided?

How much time do | have to
think about the fransformative
impact of major changes?
How do users perceive their
experience of data-driven
services (their user experience,
U X)2

Has risk assessment of the
proposals faken place?

Who is in charge of the
programme of change?

Will the change mean a
change in business direction?2
What support processes will be
affected?

What is a cloud and where can
| buy a couple?

Will there be a change to my
information needs?

What new capabilities are
required from the IT information
processing services?

Can the current IT infrastructure
deliver what is required, or must
linstigate technical IT changes
with the ClO2

What the hellis Agile?

Can linsulate myself from IT
failure?

If not, how can | avoid IT failure?
And please explain to me what
is a TOGAF®, a BiSL® Next, an
ITIL®, a COBIT® and why | should
careif ITis for IT2

Before exploring BiSL®, it is worthwhile thinking
about the ever-present need to ‘align’ business
with IT. Enterprises are fired of hearing about
‘alignment’ or ‘integration’ and do not wish to
see endless IT process models telling them how
this framework or that model will solve all of their
problems and at the same time establish peace
on earth, goodwill to allmen and as a by-product,
eradicate poverty. Business wants transformative
improvement from IT.

For this reason, BiSL is meant to impact behavior
rather than to be another process model in the
long row of already existing process models.

The crucial issue is ensuring that a model exists
that reflects good practices which is easy to
explain, will have benefit if used correctly (i.e. not
used as a big stick) and promotes behavior that
has a beneficialimpact on the way the enterprise
operates.

Success in the 215" century depends on IT. And will
success be a result of outsourcing (and retaining
a business function fo manage the business/IT
interface) or will you be able to do everything ‘in
house'e

You will confinue to need IT, and IT deficiencies
can stop your business operafing effectively. And
in fimes of change, you must still operate using
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services that may have been designed ten or twenty years ago; the need to run
your business day-to-day offen depends on managing small scale changes that
often get in the way of long term thinking. How many business services can you
identify that are not either entirely dependent on IT or at the very least, IT-driven?

The key issues for effective business information management are:

m Portfolio and programme management in line with your enterprise strategy;
m Designing information services that meet business needs;

m Organizing your digital information needs;

m Selecting appropriate technical (fechnology....) infrastructure;

m If you can't ‘do it yourself’ finding people you can trust.

Expertise to help you is available from many sources (details of the ten zillion
frameworks and standards) that are available can be found at White paper
‘Complementary frameworks'. Your next step is to understand in more depth the
changes that you will have to deal with.

Business thinking and IT thinking are often separated by a large gap in both
understanding and possibilities regarding use. Thisisrepresented in Figure 1. Consider
this figure for a moment; business and IT have different perspectives on topics such
as Governance, Strategy, Improvement, or Operation. And yet their perspectives
are expected fo meet in the middle (as if by magic....). Many frameworks exist
that focus on specific IT issues, very few on specific business information issues.
Consider also that there are many degrees of separation possible; the further apart
‘business’ is from ‘IT' the harder it is to understand the needs of the other and even to
communicate effectively. Google, AirBnB or Uber might be best represented by the
pyramid shown on the right of Figure 1, whereas enferprises that are long standing
(or government bodies) are better represented by the center pyramids. But let’s be
honest, most enterprises are not like Google, Uber, or AirBnB.

Figure 1 also represents a single customer being fully in line with a single service
supplier; multiply the impact of that scenario by numerous information partners,
multiple lines of business and multiple IT service suppliers and it is obvious that
‘business — IT alignment’ is complicated.

This book addresses many of the issues associated with IT that the business manager
may have fo deal with in an environment of rapid and strategic business change
when past practices may have to be ditched. The book also considers the issue of
tfransformative, strategic change arising from innovation, not just problems. After
all, ITis part of the fabric of business unless you are selling fruit from a market stall
and even then you may have a website, take credit cards for payment, or buy an
electronic cash register...
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Figure 1 Why business and IT need to be in alliance

The purpose is to help you to manage business information and technology
securely and efficiently, control IT and to integrate it within your business, precisely
when you may feel you have other things on your mind.

Those familiar with BiSL will find all of the good practices they already use, though
some are renamed (fo simplify diagrams) some relafionships changed fo improve
the logical use of the practices and some new material added. The major difference

iS5 THE YounpAlion
0f ouR CoMYANY

SIRoNG ENouGH ©
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is a change in focus; BiSL in the past mainly focused on operational good practices
with regard to business information management, with the result that executives
were either unaware of the guidance or unaware that they should be taking notice
of BiSL. More information about the changes from BiSL to BiSL Next, can be found in
the white paper ‘From BiSL to BiSL Next'.

Now that IT is the business-driver for most enterprises, executive surveillance of
BIM is a hot topic and the focus of BiSL has been altered to promote executive
understanding. Whilst operational guidance remains vital, executive governance
and oversight is crucial fo expanding the scope and benefits of managing business
information more robustly. This should be in place first before elaborating operational
details.
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Introduction

B CONTENT AND CONTEXT

Focusing on business information management (BIM) provides you with the

opportunity to:

m Govern business information management;

m Concenfrate on transformative data-driven services;

m Bestrategic withregard to the information needs of the entferprise and networked
enterprises and to direct data and information services design accordingly;

m Address the development of business services that depend on informatfion by
directing the development of digital business services by directing information
needs throughout services development using programme and project good
practice;

m Ensure the required operational functionality will be delivered through the use of
specific frameworks to address information and data management, functionality,
software and infrastructure support.

B THE BiSL NEXT FRAMEWORK

The BiSL Next model is an entirely fresh update of the original material; the business
information services focus has been shiffed from the operational functions to a
focus on the Mission and Capabilities of the modern enterprise. The original BiSL
comprised a library of documents and this book and the new model now form
the basis of the revisions to the framework. The redefined model is mapped to the
original model, which we will call BiSL1 in this book. Please refer to the website of
ASL BiSL Foundation, www.aslbislfoundation.org. The redefinition was necessary to
simplify understanding and to emphasize strategic issues as well as fo expand the
coverage in order to encompass issues that have emerged in the past decade.

From this point onwards, when mentioning BiSL, we are referring fo the new version
of BiSL.
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Men have become the Jcoo?g of their Jcoozg

Henry David Thoreau

BiSL must be largely applicable irrespective of specific industry sector or
political institution. Thus the guidance is abstract in some areas because the
actual interpretation of its use is much more important than simply copying the
guidance and assuming it applies in exactly the same way to every enterprise;
the widely spread assumpftion that process model ‘x’ from guidance 'y’ can be
copied and pasted without application of a single iota of thought has become
largely discredited.

BiSL1 is currently supported by good practices including examples of forms, ways
of working and templates. These good practices are derived from how entferprises
have put the BiSL1 framework into operational practice and are available on the
ASL BiSL Foundation website, www.aslbislfoundation.org. Where appropriate these
good practices are or will be updated.

BiS|-VexT .

The framework needs to be useful and applicable in any situation and enterprise.
Therefore these BiSL good practices are recommended rather than mandated.
It will be up to each enterprise to decide on what is mandatory and what might
be desirable or even superfluous and such decisions will depend on many things
including enterprise culture and goals.
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XIX

Purpose of this book

We exist in a digital economy and most of the information we use is digital. Digital
information is the currency with which business is tfransacted within enterprises and
exchanged between enterprises. The Information we have available influences
our actions and thus the requirements for this information become increasingly
stringent: information must be accurate, timely, complete, etc. The result is that
standards for the functionality and quality of the information processing systems are
similarly stringent. Information systems comprise both manual, non-automated and
automated processes and numerous supportfing IT components that fogether result
in a business information service being provided.

An information service is a service that provides any party with the necessary
information for its activities. Information services comprise three components:
functionality, data and technology.

A business information service is a service that provides the business with the
necessary information for delivering business services to their customers.

A business service is a service provided by the enterprise to its customers and
other stakeholders, which comprises one or more products and/or services.

DATA DRIVEN SERVICE
SERVER INACTIVE, DAD

At the same time, enterprises must deal with unprecedented levels of change in the
way in which they conduct their business. Often these changes are enabled by IT,
and IT is nearly always affected by business change. IT is far foo easy to change at
one level and far foo complex at another, and some business managers contend
that IT inhibits change. ITis also ‘multi-modal’, with large mainframes, cloud services
and different development methods all frequently used in the same enterprise.

The purpose of this book is to provide a summary of the responsibilities of BIM in the
digital age. In doing so it provides a guide fo all those involved with BIM, whether
it be set up, execution, improvement or the transformation of the enterprise into a
digitally focused business.
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B TARGET AUDIENCE

The primary farget audience for this book is business information management. This
broad coverage includes all the roles responsible for governing, defining, improving
and supporfing the use of business informatfion services, f.i. ClOs, information
managers, business information managers and supportfing roles at the operational
level.

The second target audience is the people responsible for, or involved with, the
business processes. These are the roles that are infended to be supported by BIM
and they will communicate extensively within the BIM environment. Examples are
the business manager, business process owner and business architect.

The third target audience is the IT service suppliers and the professionals who
can redeploy skills such as ITIL® and PRINCE2® into BIM, suppliers of hardware and
software, service managers etc. The skills of handling incidents and problems, for
example, can be transferred in order to focus on data-driven services rather than
on the IT infrastructure that supports their delivery.

This book is also useful for consultants who are involved with the set up or
professionalization of business information management and for IS/IT auditors and
students of business informatics or BIM.
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m WHY DO INEED BIM?

H 1.1 INTRODUCTION

The capabilities associated with managing the digital information assets of an
enterprise, or government body are many and diverse. Increasingly, however,
entferprises take the view that information is an asset of the enterprise; information
should not be freated differently fo the financial resources, capital equipment
and building/estate assets of the enterprise. Digital assets, properly deployed and
employed, create additional value with a measurable and demonstrable return on
investment. Forward-thinking enterprises take this view a step further, considering
information as a strategic asset that can be exercised as a competitive advantage
in the markets they serve.

There is a significant difference between the ferms ‘data’ and ‘information’.
Superficially, information results from the processing of raw data. However, the
specific issue is getting the correct information to the right person on a timely basis
and in a usable form. Thus, perhaps the most critical issues facing information
managers is requirements definition, and aligning the focus of the information
services with the enterprise goals. And requirements definition means becoming
involved in the process of designing a business service, digital, IT-driven or not.
Leaving things to a semi-random, non-coordinated approach leads to an ad hoc
culture of requirements definition.

And of course, ad hoc requirements may result in a fragmented set of information
services and data sets (often known as islands of automation). Islands of automation
are usually a result of multiple organizational units operating without a central
coordinating unit. Datais often then incompatible, contains duplicate orinconsistent
information, and omits critical components of information.
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2 BiSL® Next - A Framewaork for Business Information Management

Digitization

Digitization is often beyond the traditional borders of IT and data. A number

of enterprises include the management of telephones and other voice
communications systems, intellectual property and other knowledge assets

as part of the information ecosystem. And legislative issues can also drive the
digitization of information; for example, in the USA medical prescriptions must
be communicated electronically between the prescribing physician and the
issuing pharmacist. Why2 The government wants to reduce the risk of issuing
the wrong prescription, whilst the widespread practice of prescribing pain
killers is considered a major problem and moving fo electronic information with
its infrinsic capability of tfracking prescriptions more accurately is seen as a fool
that can provide information to change healthcare for the better.

The scope of the information management organization or unit will inevitably vary
between enterprises. Quite often it willinclude the origination or acquisition of data,
whether it arises in digital or other form, secure storage, processing to create (often)
more valuable data and reports via applications, and the transmission of the data
or resulting reports.

1.2 WHAT IS BIM?

Information management in general is considered to be the collection and
management of information from one or more sources and the distribution of that
information to one or more sources. In this book, the scope also includes technology
(increasingly difficult to separate from information and data gathering) and the
constfruction and operation of software applications that process data.

A short definition ofinformation managementis: the management of the information
services comprising functionality, data and technology.

Business information management (BIM) is the management domain responsible
for all of the tasks and activities that are aimed at governing, defining, improving
and supporting the use of information services needed for running the business and
reaching the enterprise goals.

Don't foo'ﬁ \mJL, %omtlr\iv\g migL\Jc be gaimwg o Yol

Satchel Paige

Most often, IT is the delivery mechanism of how business information is captured,
processed and stored; using IT means that information services based on IT need

Copyright protected. Use is for Single Users only via a VHP Approved License.
For information and printed versions please see www.vanharen.net



1. WHY DO | NEED BIM? 3

fo be designed with the user of the data in mind. BIM then, is wide ranging and ifs
implementation will vary, possibly covering an enormous spectrum of scope, from
enterprise to enterprise.

ITmay be the foundation of modern enterprises, butitis not necessarily the reason for
beingin business; an enterprise serves customers (no matter if these are government
or private sector) and managing information services requires that strategic, tactical
and operational staff fully understand all aspects of business information capture,
processing, refrieval, securing and management. Services designed and built within
technology environments for technology environments are therefore not business
information services.

BiSL is primarily focused on information driven business services, (perhaps an even
better description is data-driven business services, since business information
management should clearly be responsible forinformation and data....), and given
the ubiquity of IT this really means that a good practice should be adopted that
supports the entirety of the business services provided today.

Where does business information arise? Depending on your way of working,
information appears via surveys, it comes from internal records, social mediq,
articles, books, references and search engines, or through customers purchasing
services or products, or communicating with government departments or agencies;
depending on the source and what you do with it, the information is used to guide
planning to create revenue or perhaps to provide government services.

Information arises in all sorts of ways, via the Internet of Things, from customers,
information and supply chain partners, even from social media friends.
Published sources may be the web, blogs, newspapers, magazines, databases,
government statistics, directories, technical manuals, and many, many more.
Information is often defined by context rather than by content, which is why
many information specialists claim that information becomes knowledge
because you know what to do with it.

Business information services produce and use ‘business information’ to achieve
business goals. And business goals differ from one market sector to another, and
are markedly different between government and private sector enterprises.
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Business analysts usually agree that there are two primary sources of business
information: external and internal. External information is publicly available, and
can be used (with specific reservations depending on information rights such

as copyright and trademarks) by any enterprise. Internal information usually
comprises data created for the particular use of the enterprise in which it is
processed, or for sharing within their exclusive chain of information partners.

Why does the world need another good practice framework? Because reliance
on a single framework, good practice or standard fails to address the entirety

of managing information and data capture, security, retrieval, processing and
outcomes. The perspectives of IT and the enterprise need to be rationalized and
often interpreted to ensure business outcomes. We will discuss good practices
that are part of BIM such as governance, security and risk management,
knowledge and data management and budgeting, but BIM is not the key good
practice for these disciplines and you might find other frameworks which deliver
more specific practical guidance.

This book does not discuss Gateway™, ITIL®, COBIT®, TOGAF®, portfolio, programme
or project management, or risk management good practices in any detail; these
should be referenced from other books published, for example, by The Stationery
Office under the SWIRL logo, owned by AXELOS. Where these good practices
are referred to, it is as a reminder fo source the information from the appropriate
guide; some information is provided that will be of value in placing BiSL into confext
as far as enferprise good practice is concerned. A white paper is provided at
www.aslbislfoundation.org (White paper ‘Complementary frameworks’) for those
wishing to gain an overview of some of the most useful complementary good
practices.

DATA DRIVEN SERVICE
AN ADDICTIVE SERVER

1.3 WHAT IS BiSL?

What then is BiSL about? BiSL is an abbreviation of Business Information Services
Library. It is a vendor independent public domain library for the implementation of
business informatfion management. The library consists of publications describing
the process framework for business informatfion management and a large number
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of best practices, white papers, articles and presentations. This book describes the
next generation of the framework for business information management.

BIM is about the governance, strategy, improvement and operation of information
services from a business perspective. The BiSL framework describes the activities
which are necessary to establish many of the responsibilities of BIM. The relafionships
between these activities are described from a conceptual perspective and
examples used to illustrate their practical application. De Wit and Meyer
demonstrated that enterprise capabilities should be developed around a holistic
system of management structures, management processes and people aspects;
BiSL provides such a system for the management of information services.

BiSL was created to provide a tool for the information management aspects of
IT-driven business services. Previous incarnations of BiSL covered ‘automated’ and
‘non- automated’ information supply. But in modern fimes how much information is
not automated? Even procedure manuals are automated, though whoisresponsible
for creafting them and ensuring they exist and help users of information services may
not always be clear. Consider also the issue of structured and unstructured data.
Enormous volumes of data exist ‘'somewhere’ and most of this is unstructured and
difficult to identify or search, one of the principal reasons that data is so important
to BIM.

The BiSL model is simple and can be explained fairly easy because it comprises

twelve closely related elements:

m Four activity domains (Governance, Strategy, Improvement and Operation);

m Four perspectives on business information services (Business, Data, Services
and Technology);

m Four drivers (Need, Value, Mission and Capability).

BiSL will assist you in thinking about managing data, information and knowledge,
including unstructured data such as that on social networks or data recorded by
information chain partners.

In reality things are not predictable and neither are they completely controllable.
In the world of constant change, BiSL is a useful means to define activities and
drivers, and act as an aide memoire 1o structure the aspects of business information
management that should be confrolled.

Keep in mind that BiSL is guidance. If you like it, use it; if you have better ideas then
please let us know!
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